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OP ACTION ITEM FROM IG'S REPORT ON TRAINING

Recommendation No, 1 gPage 2g of Regort2

Action assigned to: Personnel Operations Division OP Work Project No, 13-61

Recommendation: The Directors of Personnsl and Training together with representa=
tives from operating components take a fresh look at the overall problem of clerical
usage and make recommendations for a more effective system, This should be followed

by an OIR reassessment of the clerical training program,

D/Pers Comment: Agree, We believe that primary responsibility for this study
should be assigned to the Director of Personnel and that the study should be
broadened to include all aspects of clerical recruitment, selection, training,
and utilization,

We consider that such & study would include an examination and evaluation G
of recruitment sources and techniques, an analysis of experienced atirition, a (Z2)
review of the levels of intellect, education, and clerical skills actually re= .
quired in the performance oﬂ@cy clerical positions, a_review of testing @ .
standards and other screeming techniques,/and a systematic survey of the use (£ (5)
being made of clerical personnel. We wofilld expect such a study to provide a
factual basis for necessary adjustments in any of these aspects of the clerical
‘employment progranm, (Balance of D/Pers comment corrected misunderstanding on
attrition rates,)

DD/S Comment: Concur, While within the DD/S area there is mixed reaction as to
the degree of need for such a re-examination, it is agreed that it will be
beneficial,

DDCI Action: Approve.

Proposed OTR Action: Suggested that DTR and D/Pers meet with senior training
officers of Deputf'ﬁirectorates to establish terms of reference and .:L'njtructions
to a working group; Deputy Directorates select eaclf one representativé for a
working group to accomplish sppropriate survey and prepare recommendations to
DTR and D/Pers, DIR pass recommendations to G/AES and G/IS as basis for their
reassessment of clerical training,
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military and there . is anﬁgneqding arr:y of cross-disciplinary problems H_ﬂon
whichwthe intellige;;:ﬂ;;searcher ;:;t bé\ch;ilengeaktﬁ‘fhink con;;ructively

10, Clerigal training raises a host of questions for which there
are no simple answers. The basic factor determining present CIA clerical
tralning policy 1s the difficult market for c}erical staff. The Agency
has a large requirement for clerical support overseas and out of its own
.and State Department experience has reached the conclusion that clerical
employees under 21 years of age are apt to be too immature tc adjust satis-
factorily to the living conditions and work pressures of overskas assign-
ments. This limitation and its high standards in recruitment generally
throw the Agency into the competition for the highest quality personnel
on the market. There are, of course, many other complicatioans, including
salary competition and high living costs plus difficult living conditions
in the headquarters area. The most important additional factor is the
Agency's large-scale employment of young women who are marriageable or,
if married, contribute a major element of the attrition rate by reason of
childbearing. CIA recruited in excess of 800 clerical personnel during
1959 and could expect according to currenmt experience to have the average
clerical employee resign after only 18 months of service.

11. The initial location and screening of clerical candidates
for employment 1s performed by CIA field recrulters. These men look in
Perticular to the heads of responeible commercial training schools for
leads on desirable candidates. Applicants are required to take United
States Employment Service proficiency teste wherever possible, where this

is not feasible the testing may be waived until ECD on presentation of
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certification of proficiency by a high school or commerclal training
institution. Such certificatiqn unfor@unately has frequently proved to

be unreliable. The recruiters themselves present and score a test worked
out by OTR's Assessment and Evaluation Staff covering basic aptitudes and
personality factors. About 80 per cent of all candidates are rejected in
the presenf period for poor test scores and other deficiencies.' The long
wait for security clearance is a factor at this point in holding desirable
candidates and the Office of Personnel has found it necessary from 1948
forward to bring sbout half of its. clerical recruits on duty in an interim
assignment pool in advance of clearance.

12. Up to this point the Agency has exercised options on the
rigorousness of its testing and the decision to EOD in advarce of full
clearance.‘ It is perhaps inevitable that the recrulters, the clerical
trainers and the consumers differ on the policies involved. The trainers
understandably hope to start with personnel of high proliclerncy, instead
they frequently meet up with recruits who fail to demonstrate their
certified qualifications. The recrulters, with irtima*te xnowledge of
the market and in view of the high CIA ettrition rate, question the need
and results cf thie AxE testing and the, *o them, unrealistic rate of
rejection of candidates. Both parties aties® 40 tue Irequent waste of
quality personnel in inadequate assignment.. An off-the-c.ff estimate
is that eight out of ten secretaries with siorthand maxe 1lltwtle or no
use of their skill because their executives do not dictate their

correspondence.
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for {ndividuals seeking to qualify for more reésponsible assigmments, or
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This treining runs

20 = 30 hours part-time
1k, In s\mmry; clerical training must be weighed in the broader

context of clerical recruitment, Job assigmment, utilization and attritiom.
Must the Agency hire en(p.loyees vho require extensive training in typing
and shortlnmi immediately following entrance on duty? Does the A&E test-
ing applied to clerical candidates Justify itself in the light of present-
day attrition retes? Are the rectuiters reaching segments of the market
less subject té attrition due to marriage and childbearing? What portion
of cierica.l loss 1s due to waste of talent in lowv quality assigmments?

The evidence on “’these matters must be regularly reassessed,

+
It 18 recammended that:

The Directors .of Personnel and Training together with representa-
tives from operating components teke a fresh lock at the over-all
Problem of clerical usage and make recommendations for a more effecw
tive system. This should be followed by an OIR resssessment of the

clerical training program.
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